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Summary 


ie Health Canada, established in 1996, is the federal department responsible for helping 
Canadians maintain and improve their health. It is a science-based department, 
with a diversified and specialized workforce. 


2. The objectives of the audit were to determine whether Health Canada has an appropriate 
framework, systems and practices in place to manage its appointment activities, 
and whether its appointments and appointment processes comply with the Public Service 
Employment Act (PSEA), other governing authorities and policies and the instrument 
of delegation signed with the Public Service Commission (PSC). 


3. We found that Health Canada has in place most of the elements of a framework to 
manage its appointment activities. At the time of the audit, human resources planning was 
increasingly being integrated with business planning, mandatory policies and criteria had 
been developed and most sub-delegated managers had access to human resources advisors 
who were being given the requisite training to carry out their role. 


4. However, we are concerned about the fact that most of the appointments and appointment 
processes reviewed did not comply with the PSEA, the guiding values of fairness, access, 
transparency and representativeness, PSC policies or with the Appointment Delegation and 
Accountability Instrument signed with the PSC. 


5. | Health Canada does not track and monitor the overall performance of its appointment- 
related authorities, despite having established a monitoring plan. There is a lack of leadership 
and accountability for the integrity of appointments and the core and guiding values. 
Human resources advisors are told to be flexible and client-oriented. They are not fulfilling 
their responsibilities to provide an effective challenge function to sub-delegated managers 
concerning their appointments and appointment-related decisions. The high levels of non- 
compliance that we found were not identified by Health Canada. Sub-delegated managers are 
not being held accountable for not meeting the conditions of their Staffing Sub-delegation 
Commitment Agreement. 


6. | The PSC has placed conditions on the delegation of staffing authorities at Health Canada. 
The Deputy Head of Health Canada has provided the PSC with an action plan that outlines 
how Health Canada will respond to the audit recommendations. The Deputy Head of 
Health Canada will also be required to provide the PSC with semi-annual reports on 
progress made against this action plan. 
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Introduction 


Health Canada, established in 1996 through the Department of Health Act, is the federal 
department responsible for helping Canadians maintain and improve their health. 

The department is committed to improving the lives of all Canadians and to making 
this country’s population among the healthiest in the world, as measured by longevity, 
lifestyle and effective use of the public health care system. 


Health Canada is one component of the Health Portfolio, which also comprises the 

Public Health Agency of Canada, the Canadian Institute of Health Research, the Hazardous 
Materials Information Review Commission, the Patented Medicine Prices Review Board 
and Assisted Human Reproduction Canada. According to its Report on Plans and Priorities, 
Health Canada provides policy leadership and co-ordination to portfolio members, 

as appropriate, to ensure a coherent approach to addressing health priorities. 


Health Canada had approximately 9 750 indeterminate, term and casual employees across 
Canada as of March 31, 2008. Roughly one third of its employees work outside of the 
National Capital Region. For the period of 2007-2008, Health Canada had approximately 
5 200 staffing transactions. 


Health Canada’s challenges 


Health Canada is a focal point of the federal health agenda and, as such, it must be prepared 
to respond quickly to events that can adversely affect the health of Canadians, such as the 
Avian and H1N1 influenza viruses. It is a science-based department, with a diversified and 
specialized workforce which draws from an already tight labour market. 


Health Canada also provides for the delivery of health services and community-based 
health promotion and prevention programs. Nurses were identified as presenting a 
considerable recruitment and retention challenge, given difficult working conditions, 
especially in remote and isolated First Nations and Inuit communities. 


A departmental human resources environmental scan was conducted by Health Canada 
in 2007 to determine the internal and external staffing risks that it faced. The resulting 
report identified factors within the environment outside the public service and challenges 
facing the public service and human resources management within Health Canada. 

The implications of these factors include the following: 
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m Delays in providing staffing services that can affect program delivery; and 


= The need to develop and implement human resources strategies focussed on succession 
planning, learning, recruitment and retention and to compete with other organizations 
to attract highly qualified scientists and other health professionals. 


Safeguarding the Public Service Employment Act 


13. The Public Service Employment Act (PSEA) provides the statutory basis for a merit-based, 
non-partisan public service that is professional, representative of Canada’s diversity and 
able to serve Canadians with integrity and in their official language of choice. The Preamble 
to the PSEA articulates the core values of merit and non-partisanship and highlights 
the guiding values of fairness, access, transparency and representativeness in staffing. 
Appointments to and within Health Canada are governed by the PSEA and by the 
Public Service Employment Regulations. 


14. The Public Service Commission (PSC) is responsible for the administration of the PSEA. 
The Act gives the PSC exclusive authority to make appointments, based on merit, to and 
within the public service. It further allows the PSC to delegate its authority for making 
appointments to organizational deputy heads. It also allows organizations to establish 
appointment processes according to their particular needs; managers can initiate and 
approve actions within their own areas of responsibility, in accordance with sub-delegated 
authorities. Deputy heads are accountable for adhering to the conditions of their signed 
instrument of delegation. 


15. The PSC’s assessment of Health Canada’s staffing performance identified monitoring as 
an area of concern. In its 2006-2007 and 2007-2008 Departmental Staffing Accountability 
Reports, the PSC recommended that, in order to improve monitoring and decision-making, 
Health Canada needed to develop and implement an approach to compare planned 
appointments against actual results. The issue of limited monitoring was also addressed 
in an internal audit, the Audit of the Efficiency and Effectiveness of the Staffing Process in 
Health Canada, completed in March 2004. One of the recommendations was that the ADM 
Corporate Services review the resource allocation and priorities of the Human Resources 
Services Directorate to initiate a monitoring system that clearly identifies responsibilities, 
examines trends against values and agreed-upon performance indicators and ensures 
that results are reported to senior management for corrective action. 
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Focus of the audit 


16. The objectives of the audit were to determine whether: 


= Health Canada has an appropriate framework, systems and practices in place to manage 
its appointment activities; and 


» Appointments and appointment processes comply with the PSEA and other governing 
authorities and policies and with the instruments of delegation signed with the PSC. 


17. The audit covered the period from April 2006 to December 2008. We examined a sample 
of 51 appointments drawn from across Canada. The appointments resulted from both 
advertised and non-advertised processes. 


18. We analyzed documents related to Health Canada’s human resources management. 
We conducted interviews in the National Capital Region, as well as in Alberta, Ontario 
and Quebec, with sub-delegated managers, human resources advisors and bargaining 
agent representatives. 


19. For more information about our approach and sample of appointments, refer to the 
About the audit section at the end of this report. 
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Observations and recommendations 


Most elements of a framework for staffing are in place 


20. We expected Health Canada to have established a management framework for staffing 
that ensures the following: 


= Policies comply with the policy requirements of the Public Service Commission (PSC) 
and guide the organization in its appointment processes; 


= Roles, responsibilities and accountabilities for appointment-related authorities are 
defined, communicated and understood by sub-delegated managers; 


m Sub-delegated managers have received training tools and access to appropriate advice 
to exercise their appointment authorities; and 


= Human resources planning is integrated with business planning to enable it to identify 
its current and future human resources needs. 


21. We also expected to find that written sub-delegation of appointment authorities had been 
granted to officials who are exercising appointment authorities. The Deputy Head of 
Health Canada signed an Appointment Delegation and Accountability Instrument (ADAIT) 
with the PSC and developed a sub-delegation instrument that includes conditions related 
to appointment authorities. The Deputy Head of Health Canada had full delegation 
authority during the audit period. 


22. Managers receive an information package concerning their sub-delegation obligations. 
It includes a memorandum from the deputy head outlining the conditions of sub-delegation. 
The memorandum states that, if the conditions are not respected, sub-delegation may be 
withdrawn. In signing the Staffing Sub-delegation Commitment Agreement, managers 
assume responsibility and accountability for exercising the sub-delegated appointment 
authorities in accordance with the Public Service Employment Act (PSEA) and the PSC 
Appointment Framework. By accepting these conditions, sub-delegated managers commit 
to carrying out the authorities appropriately. 


23. We found that Health Canada put in place the appointment policies that are mandatory 
under the PSC policies. We found approved policies for area of selection (including 
national area of selection), corrective action and revocation and criteria for choosing 
non-advertised processes. The policies meet the requirements established by the PSC. 
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In addition, Health Canada has developed the following policies: 
a Policy on Hiring Relatives and Associates. 


= Policy on Acting Appointments 
(with provisions specific to executive [EX] acting appointments). 


ew Policy on Casual Employment. 


= Policy on Employment Continutty. 


We also found that Health Canada provided tools and guidelines to support sub-delegated 
managers in exercising their appointment authorities. Policies, guidelines and tools are 
accessible to employees through the corporate intranet. 


Sub-delegated managers were able to describe their roles, responsibilities 
and accountabilities 


Sub-delegated managers received documents describing their roles, responsibilities and 
accountabilities. They also received training on the core values of merit and non-partisanship, 
the guiding values of fairness, access, transparency and representativeness, sub-delegation, 
accountability and Health Canada’s appointment framework. These documents, together 
with advice, training and guidance from human resources advisors, should lay the 
foundation for sub-delegated managers to acquire the necessary understanding of 

their roles, responsibilities and accountabilities. | 


Sub-delegated managers whom we interviewed were able to describe in some detail their 
roles, responsibilities and accountabilities at different phases of the staffing process. 


Most sub-delegated managers have access to human resources advisors 


As of December 31, 2008, Health Canada reported that its operational units had a total 
of 97 human resources advisors nationally who provided staffing services and advice to 
sub-delegated managers. In addition, guidance and support was accessible through the 
Staffing Policy Centre. 


Health Canada's Staffing Policy Centre manages a broad range of departmental activities 
related to monitoring, sub-delegation, training, policy, developmental programs, reporting and 
providing strategic advice and support to human resources units. Currently, there are nine 
employees who work at the Staffing Policy Centre. 


We spoke to sub-delegated managers in the National Capital Region (NCR), Alberta, 
Ontario and Quebec. Sub-delegated managers in Quebec and Alberta reported that human 
resources advisors were readily accessible. In the NCR, some sub-delegated managers said 
that they hired consultants to supplement the human resources support available to them. 
Access was an issue in Ontario due to capacity issues that regional senior management 
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indicated were being addressed. Although sub-delegated managers said that help and 
expertise were not always available, they acknowledged that this situation was related to the 
limited resources available. As a step to address the problem, two senior human resources 
advisors were appointed in late 2008. 


Regional directors of human resources in Alberta and Quebec and sub-delegated managers 
whom we interviewed indicated that their human resources advisors were able to meet 
client needs. 


Roles and responsibilities of human resources are defined 


Health Canada’s Commitment to the Staffing Management Accountability Framework 
(SMAF) outlines departmental principles, roles and responsibilities regarding the 
implementation of SMAF principles and requirements. 


= ‘The Director General, Human Resources Services Directorate, is accountable to 
the Deputy Head for providing guidance and support on the development, 
implementation and maintenance of a staffing system based on values. 


m= ‘The directors of the human resources units are accountable to the client organizations 
for providing expert support and strategies for effective staffing management. 


= Human resources advisors are responsible for providing expert and strategic advice to 
client managers on appointment and appointment-related decisions as well as providing 
a challenge role with regard to potential outcomes. 


m= The Staffing Policy Centre is responsible for monitoring, making recommendations, 
conducting follow-ups and reporting to senior management and central agencies on 
the performance of the staffing system. 


Human resources advisors have the necessary expertise 


As of December 31, 2008, Health Canada reported that 82% of its human resources 
advisors had passed the Appointment Framework Knowledge Test, a basic requirement of 
the ADAI. In addition, they must meet the requirements for certification at Health Canada. 
It requires the completion of either specialty training in staffing offered by the Canada 
School of Public Service or an equivalency based on experience. 


Health Canada’s Personnel Administration Professional Development Program is an 
apprenticeship program to address an identified shortage of human resources specialists. 

A guide and toolkit for supervisors and participants provide the basis for monitoring 
progression. The program encompasses formal and on-the-job training over approximately 


five years. 


Human resources planning is being integrated into business planning 


35. We found that Health Canada has a corporate human resources plan for 2008-2009. 
In its plan, Health Canada has identified its human resources objectives and priorities and 
has articulated strategies to achieve them. The organization has undertaken a gap analysis 
of its needs, and shortage groups have been identified. Health Canada has taken steps 
to communicate its human resources objectives to employees to make them aware of 
employment possibilities within the organization. 


36. The 2008-2009 plan identifies flexibilities under the PSEA, such as the use of collective 
staffing and non-advertised processes. For example, high demand for policy analysts and 
scientists, coupled with significant turnover rates for some groups, are driving strategies 
for collective staffing processes for key occupational groups as well as the use of 
student bridging. 


37. We found that planning is progressing. At the time of the audit, Health Canada was 
improving its 2009-2010 plans by integrating the results of previous years. Human 
resources planning personnel whom we interviewed stated that the integration of 
human resources and business planning is an evolutionary process and that there 
are improvements each year. 


Despite the existing framework, compliance needs 
considerable improvement 


38. We expected Health Canada's appointments and appointment processes to comply with 
the PSEA, other governing authorities and policies and with the instrument of delegation 
signed with the PSC. We further expected each appointment to respect the core values 
of merit and non-partisanship and the guiding values of fairness, access, transparency 
and representativeness. 


In many appointments, merit was not met or demonstrated 


39. Section 30 of the PSEA establishes that appointments must be made on the basis of merit. 
Merit is met when the Commission is satisfied that the person to be appointed meets the 
essential qualifications in the statement of merit criteria and, if relevant, any other asset 
qualifications, operational requirements and organizational needs identified in the 
statement of merit criteria. We found that merit was met in 19 out of 51 appointments. 
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Table 1: Overview of all audited files and the demonstration of merit 


Number of 
Observations appointments Remarks 


Assessment tools or 
methods evaluated 
Merit essential qualifications 
was met and other identified merit 
criteria and candidates 
met these requirements. 


For 19 appointments, the assessments 
demonstrated that candidates met the 
essential qualifications and any current or 
future asset qualifications, operational 
requirements and organizational needs 
identified by the department. 


Assessment tools or 
methods did not evaluate 
all essential qualifications 
identified. 


In several appointments, one or more of the 
knowledge, ability or personal suitability 
requirements were not addressed by the 
assessment tools and methods. Therefore, 
merit could not be demonstrated because 
these essential qualifications were not 
evaluated. 


Assessment tools or In several appointments, either comments on 
methods did not fully the assessment were limited to ‘candidate 
15 
51 


Merit 
was not 
demonstrated 
evaluate one or more meets requirements’ or no supporting 
essential qualifications. examples were provided to demonstrate how 
the candidate met all essential qualifications. 
No documented No documented assessment to demonstrate 
assessment. that merit had been respected. 
Candidates failed to meet In two appointments, the individuals 
one or more of the appointed failed to meet one or more 
essential qualifications. essential qualifications related to knowledge 
Merit was and abilities. 
not met : : 
: In two other appointments, the final pool of 
qualified candidates included candidates who 
did not meet all essential qualifications. 
Total 


Source: Audit, Evaluation and Studies Branch, Public Service Commission of Canada 


40. We found 28 appointments in which merit was not demonstrated. We were unable to 
conclude whether merit was demonstrated in these appointments either because there was 
no clear link between the qualifications and the assessment or because no assessment was 
found in the appointment file. The ADAI requires that appointment and appointment- 
related decisions be fully documented. 
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Exhibit 1: Merit not demonstrated 


In one long-term acting appointment, the sub-delegated manager completed a minimal 
assessment. For example, knowledge of business planning was assessed as ‘candidate exceeds 
requirement’ and knowledge of financial management as ‘candidate meets requirement. 

No explanation was provided to demonstrate how the person appointed met these 

essential qualifications. 


Source: Audit, Evaluation and Studies Branch, Public Service Commission of Canada 
41. We found four appointments in which merit was not met. Merit is not met when the 


person to be appointed does not meet all essential qualifications listed in the statement 
of merit criteria. 


Exhibit 2: Merit not met 


In one appointment, the assessment indicated that the person appointed did not meet one 
of the essential knowledge requirements. Although the pass mark for one of the knowledge 
qualifications was set at 60%, the person appointed received a score of 50% (12 out of 24). 


Source: Audit, Evaluation and Studies Branch, Public Service Commission of Canada 


42. The appointments and appointment processes in which merit was not met or not 
demonstrated have been referred to either Health Canada’s Deputy Head to investigate and 
take appropriate action, as required, or to the PSC Investigations Directorate to determine 
whether an investigation is warranted. The PSC will monitor the department to ensure 
that corrective action is properly taken. 


In many appointment processes, the guiding values were not respected 


43. The core values of merit and non-partisanship remain the cornerstones of appointments to 
and within the public service. The person appointed must meet all of the essential qualifications 
for the work to be performed. In addition, the process of selecting and appointing the person 
must also respect the guiding values of fairness, transparency, access and representativeness. 
Through the ADAI, deputy heads are held accountable for respecting these values. 


44. We found 29 out of 51 appointments in which one or more of the guiding values were not 
demonstrated over the course of the appointment process. Furthermore, we found 12 out 
of 51 appointments in which one or more of the guiding values were not respected over 
the course of the appointment process. 
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Exhibit 3: Guiding values not respected for an internal advertised process 


A sub-delegated manager sent out an internal job opportunity by e-mail to a network 

of contacts to identify candidates on an urgent basis for positions at different levels. 

The sub-delegated manager intended to staff temporarily through either acting appointments 
or secondments. The e-mail did not contain information about the essential qualifications 
or the duration of the job opportunities. The sub-delegated manager used this process to 
appoint one person, first on an acting basis then by an indeterminate appointment. The lack 
of information and the way in which the assignment was advertised meant that the guiding 
values of access and transparency were not respected. 


Source: Audit, Evaluation and Studies Branch, Public Service Commission of Canada 


45. As in all processes, adherence to the guiding values is central to non-advertised processes. 
The PSC’s Policy on Choice of Appointment Process requires organizations to establish and 
communicate criteria for the use of such processes. There must also be a written rationale 
to demonstrate how a non-advertised process meets the established criteria and the 
guiding values. 


46. We noted that Health Canada’s guidelines provide clear direction to sub-delegated 
managers on how to prepare rationales. Despite these guidelines, we found that most of 
the 34 non-advertised appointments that we examined did not respect the PSC’s Policy 
on Choice of Appointment Process: 


m There was no documented rationale (3 of 34). 


= The documented rationale for choice of non-advertised process did not address the 
established departmental criteria (15 out of 31). 


gw The documented rationale for choice of non-advertised process did not address the 
guiding values (27 out 31). 


Exhibit 4 gives examples of rationales that did not address the guiding values. 
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Exhibit 4: Rationales for non-advertised processes do not address the 


guiding values 


Definitions of the guiding 
values found in the 2007-2008 
PSC Annual Report 


Fairness 


e Decisions are made 
objectively and free from 
political influence or personal 
favouritism; policies and 
practices reflect the just 
treatment of persons. 


e Persons have the right to 
be assessed in the official 
language(s) of their choice 
in an appointment process. 


Access 


e Persons from across the 
country have a reasonable 
Opportunity to apply, to do so in 
the official language(s) of their 
choice and to be considered 
for public service employment. 


Transparency 


e Information about strategies, 
decisions, policies and 
practices is communicated in 
an open and timely manner. 


Representativeness 


e Appointment processes are 
conducted without bias and do 
not create systemic barriers to 
help achieve a public service 
that reflects the Canadian 
population it serves. 


Examples found in Health Canada's 
non-advertised appointment 


process rationales that do not 
demonstrate how the guiding 
values were respected 


“We have trained her and paid 
her training sessions related 
to our field. We believe that 
students who are hired through 
Federal Student Work Experience 
Program (FSWEP) should have a 
fair chance to be bridged if they 
have shown potential and 

made proof.” 


“Due to the number and nature 
of regional project initiatives it 
would be too disruptive to have 
the individual not continue in the 
role. The individual has been 

a member of the team since 
April 2005 and has established 

a number of key relationships 
with internal and external 
stakeholders. The individual 

is the logical choice to resume 
the role.” 


“Division employees are well 
aware of this appointment and 
there is no opposition.” 


“The work unit Is very diverse 
and the term appointment 


does not negatively affect 
representativeness.” 


Source: Audit, Evaluation and Studies Branch, Public Service Commission of Canada 
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Comments 


The department put the emphasis 
on the fairness to the candidate 
and did not demonstrate 
consideration of the career 
progression of employees — 

in the area of selection — who 
could have been affected 

by this non-advertised 
appointment process. 


The department put the focus 
on the operational requirements 
of the position and the 
qualifications of the candidate 
to the exclusion of the values. 


The department did not 
demonstrate which channels 
of communication were used 
to inform staff, e.g. e-mail, 
staff meeting, intranet. 


The department did not 
demonstrate how the work 
unit is very diverse and 
how the appointment would 
not negatively affect 
representativeness. 


Most appointments did not adhere to Public Service Commission policies 


47. The PSC has developed a broad appointment policy that is binding for deputy heads in 
exercising their authorities under the PSEA. 


48. We found that 45 out of 51 appointments did not comply with one or more of the 
following: Health Canada’s Policy on Area of Selection or the PSC policies on Choice of 
Appointment Process, Advertising in the Appointment Process, Assessment, Selection and 
Appointment, and Notification. 


49. We expected an improving rate of compliance as sub-delegated managers and human 
resources advisors became more experienced with the PSEA since its implementation in 
2005. Among the 51 appointments that we examined, the results of non-compliance with 
the PSEA, the guiding values or the policies were the same whether the appointments 
occurred in 2006, 2007 or 2008. 


Recommendation 1 


In order to ensure that appointments are based on merit, the Deputy Head must ensure that: 


m Assessment tools and methods fully and fairly assess essential qualifications and other 
identified merit criteria. 


m Rationales for non-advertised appointments address the guiding values of fairness, 
transparency, access and representativeness. 


= Appointments and appointment-related decisions are fully documented. 


aL akuoerdtsy 


Health Canada’s response. Health Canada agrees that all staffing decisions must be based on merit. 
Furthermore, the appointment values of fairness, transparency, access and representativeness will be 
considered in all staffing decisions and will be documented. Health Canada agrees that assessment 
tools and methods must assess all identified merit criteria, fully and fairly. To meet this objective, 
Health Canada will continue to provide managers with guides and ensure that they are using tools 
that have been validated by the Staffing Policy Centre. More specifically, Health Canada will develop 
new training material to increase the level of knowledge on how to prepare a strong rationale. 
Health Canada has also prepared tools to help managers fully document their considerations 
around the staffing values when choosing a non-advertised process and will ensure that they are used 
consistently across the Department. Health Canada is confident that the mandated use of collective 
staffing processes is already contributing to increased consistency and rigour of staffing tools and 
methods. The Department is eager to share our new staffing tools and training material with the 
PSC in order to seek input and validation of our approach. In order to maximize the lessons learned 
from this audit, Health Canada has completed a thorough analysis of all the files that were reviewed 
and has prepared an action plan to ensure that the recommendations from this audit are addressed 


and that appointments are made based on merit. 
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Recommendation 2 


The Deputy Head of Health Canada must investigate the internal appointments we reviewed 
during this audit that were not made on the basis of merit, and where there is no demonstration 
that the person appointed met the essential qualifications. 


Health Canada’s response. Health Canada is taking immediate action to investigate the 10 internal 
appointments on the list that the PSC provided and will implement the appropriate corrective 
measures in a timely manner. For the 14 other internal appointments where merit was not 
demonstrated, Health Canada agrees with the PSC that no investigation is needed because 

the appointees were either evaluated and appointed through a subsequent appointment process, 

are no longer performing the duties on an acting basis or have left the Department. 


The monitoring system Is not working 


50. Departments and agencies are expected to monitor appointments to ensure that they 
respect the requirements of the PSEA and other governing authorities, policies and the 
instrument of delegation signed with the PSC. The PSC has established the SMAF with 
indicators to determine the way in which appointment authorities are being carried out. 
Deputy heads are required to demonstrate to the PSC that their organization’s staffing 
system meets mandatory indicators identified in the SMAF. 


51. Akey element of the SMAF is Organizational Accountability for Results, according to 
which deputy heads are expected to establish their own monitoring practices and make 
improvements where deficiencies are identified. Monitoring is an ongoing process of 
gathering and analyzing qualitative and quantitative information on current and past 
staffing results. This allows organizations to assess staffing management and performance 
(including risk assessment in staffing). It also makes it possible to identify early corrective 
action, so as to manage and minimize risk and improve staffing performance. 


52. Health Canada’s staffing management framework states that the Staffing Policy Centre 
is responsible for monitoring, making recommendations, conducting follow-ups and 
reporting to senior management and central agencies on the performance of the 
staffing system. 


53. Health Canada’s Staffing Monitoring Plan was established in 2006. It was communicated 
to sub-delegated managers and is accessible on the intranet. The plan states that active 
monitoring would ensure that sub-delegated managers meet their commitments to exercise 
their authorities and accountabilities appropriately and that Health Canada fulfills its 
mandatory reporting requirements to the PSC. 
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54. The plan identifies the importance of specific measures to guide monitoring activities 
for high-risk areas such as non-advertised appointment processes. The plan includes the 
requirement to monitor the link between human resources planning and appointment 
activities, and the variances between planned appointments and actual results. 


Monitoring activities are insufficient 


55. We expected to see monitoring being carried out as planned, with evidence of deficiencies 
being noted and corrections being made. This issue, and a recommendation to initiate a 
monitoring system, were highlighted in the Audit of the Efficiency and Effectiveness of 
the Staffing Process in Health Canada completed in March 2004. We expected to see the 
results of monitoring reflected in the way in which sub-delegated managers exercise their 
responsibilities and accountabilities when carrying out appointment processes. 


56. Health Canada conducted two reviews of a sample of staffing files for the periods of 
January 1, 2006, to March 31, 2006, and April 1, 2006, to September 30, 2006. The first 
review was completed in 2006 and the second in September 2007. These reviews covered 
some of the high-risk areas identified in Health Canada’s monitoring plan, such as the use 
of non-advertised staffing processes. We found evidence of some corrective measures taken 
following the first review, including the development of a template for the preparation 
of rationales for the use of non-advertised appointment processes. Staffing Policy Centre 
personnel told us that these file reviews were discontinued in 2007 because they were too 
labour intensive. 


57. We noted that some demographic reports were produced at the request of a bargaining 
agent in 2006. These reports contain information on the use of different types of appointment 
processes, including casuals, terms and indeterminates, for discussion at union management 
consultation committees. 


58. Also, following a recommendation by the PSC in the 2004-2005 Departmental Staffing 
Accountability Report (DSAR) to reduce temporary employment and long-term acting 
appointments, Health Canada monitored and subsequently reduced the number of 
long-term acting appointments between 2006 and 2008. 


59. In mid-2008, Health Canada began monitoring advertisements for advertised processes. 
The focus is primarily on assuring that the minimum qualification standards are correct and 
that a national area of selection is used for all external advertised processes. This exercise 
does not consider non-advertised processes, nor is it sufficient to address the areas of 
non-compliance found during the audit. 


60. Aside from the above activities, we found no other evidence of monitoring. 


61. Inthe 2006-2007 and 2007-2008 DSAR, the PSC recommended that, to improve 
monitoring and decision-making, Health Canada needed to develop and implement 
an approach to compare planned appointments with actual results. 


Audit of Health Canada 


62. 


63. 


64. 


63: 


66. 


ever 


68. 


69. 
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We found that variances are not being tracked. However, Health Canada plans to address 
this issue through its 2009-2010 departmental integrated operational and functional 
planning process. 


There is no system in place to ensure the quality of staffing information 


Effective monitoring is dependent on accurate information. We expected Health Canada to 
have a system in place to provide accurate and timely information on appointment-related 
activities. We found that Health Canada has challenges with its human resources informatics 
system. Most regional heads of human resources whom we interviewed told us that the 
system is complicated and unreliable. 


We found that information recorded in Health Canada's human resources informatics 
system is not accurate. More than 50% of our selection contained data errors. The data 
fields that contained the most errors were appointment process type, appointment date 
and employee classification. 


In a January 2008 letter to the Clerk of the Privy Council, Health Canada’s Deputy Head 
asserted that “Health Canada needs to proceed with the replacement of its legacy Human 
Resources application.” The letter further stated that the department was exploring various 
approaches and that a plan would be presented internally at the end of the fiscal year. 

To date, we found that the human resources informatics system has not been replaced 

or significantly modified. The poor quality of data remains a problem. 


There is a lack of leadership and accountability for appointments 


We expected Health Canada to have implemented the necessary framework and practices 
to ensure that delegated authorities are effectively managed in accordance with the PSC 
appointment framework, including continuous learning and change. As well, as a condition 
of delegation, we expected Health Canada to ensure that appointment and appointment- 
related decisions are fully documented. 


However, for the 45 appointments we found that did not comply with the PSEA, the 
guiding values or the policies, there was little documented evidence of challenges made by 
human resources advisors. We found no evidence of the consequences of non-compliance. 


Human resources advisors told us that they are accountable for their advice and that 
sub-delegated managers are accountable for their decisions. In general, sub-delegated 
managers told us that they tend to focus on operational requirements and do not always 
appreciate being challenged by human resources advisors. 


Human resources advisors told us that they are concerned about how they can effectively 
challenge sub-delegated managers about their appointments and appointment-related 
decisions. They understand their challenge function and the need to document their advice. 


However, they are told to be flexible and client-oriented first and foremost by providing 
personalized, face-to-face advice. 


70. The Staffing Policy Centre is aware that human resources advisors do not always document 
their discussions with sub-delegated managers, and it has raised the issue that human 
resources advisors should be exercising their challenge function. This challenge function 
was also addressed as part of the course given to managers on sub-delegation. 


71. The responsibility to focus on client needs versus the responsibility to exercise a challenge 
function places human resources advisors in a difficult situation. 


72. The PSEA requires that those delegated and sub-delegated to make appointment decisions 
(e.g. deputy heads, managers) be accountable to the PSC for the proper use of their delegated 
authorities. We expected Health Canada to have a corporate system in place to ensure that 
it is managing its delegated authorities properly. 


73. Health Canada established the Human Resources Council in January 2008. It is chaired by 
the Deputy Head and is mainly comprised of assistant deputy ministers (ADMs) and the 
Director General, Human Resources Services Directorate. The Council is responsible for 
the approval of organizational proposals being considered by ADMs, corporate human 
resources practices and policies and all non-advertised EX appointments and exceptions 
to the use of collective staffing processes. 


74. The Human Resources Council also provides guidance on the way in which Health 
Canada manages and enhances its human resources capacity to reach its strategic objectives. 
The Council deals with issues that have departmental implications; issues that do not have 
a departmental impact are dealt with at the branch level through directors of 
human resources. 


75. We reviewed the records of decisions from Human Resources Council meetings held 
from January 2008 to February 2009 for specific references to improvements of the 
staffing management framework. The February 2009 record of decision provides guidelines 
on the management of collective staffing processes and on the use of non-advertised 
appointments. The Staffing Policy Centre is responsible for reporting to the Human 
Resources Council on progress in these areas. In May 2009, we were told that it is still 
too early for the Staffing Policy Centre to assess the impact of these activities. 


76. The records of decision do not indicate that the Human Resources Council was aware 
of the types of non-compliance that we found in the audit. 
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Recommendation 3 


The Deputy Head of Health Canada must put in place a management control system for 
appointment related decisions to ensure that: 


= Monitoring activities are carried out, address high-risk areas and inform decision-makers 
of necessary corrective actions. 


s Information on appointments is accurate and reliable. 


m Human resources advisors exercise and document their challenge function. 


Health Canada’s response. Health Canada agrees that a stronger management control system for 
appointment-related decisions must be put in place. We are updating our monitoring plan to focus on 
the high-risk areas identified in the audit. Specifically, we will ensure that we have the mechanisms in 
place to inform decision-makers, including our HR Council, of significant concerns related to staffing 
as they arise, and of the necessary corrective measures to be taken. We will conduct the activities laid 
out in our monitoring plan and to this end we will allocate the necessary resources to perform this 
work on an ongoing basis. In order to ensure that information on appointments 1s accurate and 
reliable, Health Canada has placed the acquisition of a new information management system on our 
priority list, as the Department fully recognizes this need. With regard to the current HR Advantage 
system, we will increase monitoring of the coding used for appointment processes and correct errors 

as soon as we identify them. We are making sure that human resources advisors and their assistants 
who perform data entry have all the information at their fingertips on how to use the codes, and that 
they enter all the required information into one central system in a timely fashion. In terms of human 
resources advisors exercising and documenting their challenge function, Health Canada will conduct 
a training session to explain how advisors are to document the advice they provide and how to 
balance their stewardship role in regards to merit and values with providing excellent client service. 
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Conclusion 


77. We found that Health Canada has in place most of the elements of a framework to 
manage its appointment activities. At the time of the audit, human resources planning was 
increasingly becoming integrated with business planning, mandatory policies and criteria 
had been developed and most sub-delegated managers had access to human resources 
advisors who were being given the requisite training to carry out their roles. 


78. However, we are concerned about the fact that most of the appointments and appointment 
processes reviewed did not comply with the Public Service Employment Act, the guiding 
values of fairness, access, transparency and representativeness, Public Service Commission 
(PSC) policies or the Appointment Delegation and Accountability Instrument (ADAI) 
signed with the PSC. 


79. Health Canada does not track and monitor the overall performance of its appointment- 
related authorities, despite having established a monitoring plan. There is a lack of 
leadership and accountability for the integrity of appointments and the core and guiding 
values. Human resources advisors are told to be flexible and client-oriented. They are not 
fulfilling their responsibilities to provide an effective challenge function. The high levels 
of non-compliance that we found were not identified by Health Canada. Sub-delegated 
managers are not being held accountable for not meeting the conditions of their Staffing 
Sub-delegation Commitment Agreement. 


80. The PSC has placed conditions on the delegation of staffing authorities at Health Canada. 
The Deputy Head of Health Canada has provided the PSC with an action plan that outlines 
how Health Canada will respond to the audit recommendations. The Deputy Head of 
Health Canada will also be required to provide the PSC with semi-annual reports on 
progress made against this action plan. 


een 
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About the audit 


Objectives 


The objectives of the audit were to determine the following: 


= Health Canada has an appropriate framework, systems and practices in place to manage its 
appointment activities; and 


= Appointments and appointment processes comply with the Public Service Employment Act 
(PSEA) and other governing authorities and policies, and with the instrument of delegation 
signed with the Public Service Commission (PSC). 


Scope and approach 


The audit covered the period from April 2006 to December 2008. We examined a sample of 
51 appointments drawn from across Canada. The appointments included advertised and 
non-advertised appointments, as well as internal and external appointments. 


We analyzed documents related to Health Canada’s human resources management. We conducted 
interviews in the National Capital Region, as well as in Alberta, Ontario and Quebec, with sub- 
delegated managers, human resources advisors and bargaining agent representatives. 


Sample selection 


In the planning phase of the audit of Health Canada, we selected a sample of 41 appointments. 
The sample was designed to focus on areas of risk indentified in the assessment of the appointment 
framework. | 


We clustered the appointment processes into four types: external advertised, external non-advertised, 
internal advertised and internal non-advertised. We also clustered the population by province and by 
branch. We selected the National Capital Region for its high volume. We also selected three regions: 
Alberta, Ontario and Quebec. 


In the examination phase, we selected 10 additional appointments and appointment processes from 
British Columbia, Manitoba, Saskatchewan and the Atlantic regions to further explore weaknesses 
in control identified in the planning phase. 
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Criteria 


We drew the following audit criteria from the Staffing Management Accountability Framework 
(SMAF), as well as from the Appointment Delegation and Accountability Instrument signed by 
the deputy head and the Commission. We expected to find the following: 


Health Canada has undertaken human resources planning that is integrated with business 
planning to enable it to identify its current and future human resources needs and has a set 
of policies that comply with the PSC Policy Requirements and guide the organization in its 
appointment processes. 


Written sub-delegation of appointment authorities has been granted to officials who will be 
exercising the appointment-related authorities. 


Health Canada has established its own management framework based on the SMAF provided by 
the PSC. It ensures that the following conditions are met: 


¢ Health Canada has processes, sufficient information and human resources expertise to 
support timely appointment-related decision-making; 


¢ Roles, responsibilities and accountabilities for appointment-related authorities are defined, 
communicated and understood by sub-delegated officials; and 


e Sub-delegated officials have received training, tools and access to appropriate advice to 
exercise their appointment-related authorities. 


Health Canada has a process to track and monitor the overall performance of its appointments 
and appointment-related authorities that are consistent with planning and, when required, 
appointment processes, programs and practices are adjusted. 


Health Canada's appointments and appointment processes comply with the PSEA, 
other governing authorities and policies and the instrument of delegation signed with 


the PSC. 
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Glossary 


Access (Accessibilité) 
One of the guiding values of the Public Service Employment Act requiring that persons from across 


the country have a reasonable opportunity, in their official language of choice, to apply and to be 
considered for public service employment. 


Acting appointment (Nomination intérimaire) 
The temporary promotion of an employee. 


Advertised appointment process (Processus de nomination annoncé) 
When persons in the area of selection are informed of and can apply to an appointment opportunity. 


Appointment (Nomination) 
An action taken under the Public Service Employment Act to hire or promote someone. 


Appointment Delegation and Accountability Instrument (ADAI) (Instrument de délégation et de 
responsabilisation en matiére de nomination — IDRN) 

The formal document by which the PSC delegates its authorities to deputy heads. It identifies 
authorities, any conditions related to the delegation and sub-delegation of these authorities and how 
deputy heads will be held accountable for the exercise of their delegated authorities. 


Appointment Framework (Cadre de nomination) 

Sets out expectations for deputy heads when designing their staffing systems to ensure they respect 
legislative requirements and values guiding staffing in the public service. The framework has three 
components: appointment policy, delegation and accountability. 


Appointment Framework Knowledge Test (AFKT) (Examen de connaissances sur le Cadre de 
nomination — ECCN) 

A test developed by the PSC to assess Human Resources (HR) specialists’ knowledge of the PSC 
Appointment Framework and the related legislation. A condition of delegation is that deputy heads 
ensure that those to whom authority is sub-delegated have access to HR specialists whose knowledge 
of the Appointment Framework has been validated by the PSC. 


Appointment policy (Lignes directrices en matiére de nomination) 

Under the Public Service Employment Act, the PSC can establish policies on making and revoking 
appointments and taking corrective action. The PSC has a number of policies on specific subjects 
that correspond to key decision points in appointment processes and should be read in conjunction 
with the Public Service Employment Regulations. 


Area of selection (Zone de sélection) 

The geographic, occupational, organizational and/or employment equity criteria that applicants 
must meet in order to be eligible for appointment that provides reasonable access to internal and 
external appointments and a reasonable area of recourse for internal non-advertised appointments. 
A national area of selection is prescribed by the PSC for certain external appointment processes. 
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Asset qualifications (Qualifications constituant un atout) 

Qualifications that are not essential to perform the work, but which would benefit the organization 
or enhance the work to be performed. Asset qualifications may include experience, education, 
knowledge, skills, personal suitability, or any other qualification with the exception of official 
language requirements. 


Barrier (Obstacle) 

Physical obstacles, policies, practices or procedures that restrict or exclude persons in designated 
groups or those protected by the Canadian Human Rights Act from employment-related 
opportunities in the federal public service. Barriers include attitudes and behaviours that may 
exclude certain persons or groups of persons from full participation in an appointment process, 
in particular, and the workplace, in general. 


Casual employment (Emploi occasionnel) 

A short-term employment option to hire someone. Under the Public Service Employment Act (PSEA), 
a casual worker cannot work more than 90 working days in one calendar year in a given 
organization, with the exception of the Office of the Chief Electoral Officer, where, in certain 
circumstances, the maximum period is 165 working days in one calendar year. The provisions 

of the PSEA, such as the merit requirement, do not apply to casual workers. 


Collective staffing process (Processus de dotation collective) 
An approach that allows for one appointment process to fill several similar positions within or 
between departments and agencies. 


Corrective action (Mesures correctives) 

A process aimed at correcting an error, omission or improper conduct that affected the selection 

of the person appointed in an appointment process, or to address situations where an employee has 
engaged in an inappropriate political activity. 


Employee (Fonctionnaire) 


A person employed in the part of the public service to which the PSC has exclusive authority to 
make appointments. 


Essential qualifications (Qualifications essentielles) 

Qualifications necessary for the work to be performed and that must be met in order for a person 
to be appointed. These include education, experience, occupational certification, knowledge, 
abilities and skills, aptitudes, personal suitability and official language proficiency. 


Fairness (Justice) 
One of the guiding values of the Public Service Employment Act requiring that decisions be made 
objectively and free from political influence or personal favouritism, that policies and practices reflect 


the just treatment of persons, and that persons have the right to be assessed in their official language 
of choice. 


Fiscal year (Année financiére ou exercice financier) 
April 1 to March 31, for the public service. 
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Human resources planning (Planification des ressources humaines) 


A process that identifies an organization's current and future human resources needs and the planned 
objectives and strategies to meet these needs. 


Indicator (Indicateur) 

A quantification or qualification characteristic that is measured to assess the extent to which an 
expected result is achieved and which is used to predict the health of the federal public service 
appointment system. 


Investigation (Enquéte) 
An inquiry into an alleged violation of the Public Service Employment Act or the Public Service 
Employment Regulations. 


Merit (Meérite) 

One of the core values of the Public Service Employment Act. An appointment is made on the 

basis of merit when a person to be appointed meets the essential qualifications for work to be performed, 
as established by the deputy head, including official language proficiency. The sub-delegated manager 
may also take into account any current or future asset qualifications, operational requirements and 
organizational needs. 


Merit criteria (Critéres de mérite) 

Essential qualifications as well as other merit criteria. Essential qualifications are those necessary for 
the work to be performed; they must be met in order for a person to be appointed. The other merit 
criteria can include any additional current or future asset qualifications, operational requirements or 
organizational needs, as established by the deputy head. The sub-delegated manager decides whether 
to apply the other criteria when making an appointment. 


Non-advertised appointment process (Processus de nomination non annoncé) 
An appointment process that does not meet the criteria for an advertised appointment process. 


Non-partisanship (Impartialité politique) 

One of the core values of the Public Service Employment Act, non-partisanship ensures that 
appointments and promotions to and within the public service are made free from political 
influence and supports the capacity and willingness of employees to serve governments, 
regardless of political affiliation. 


Occupational group (Groupe professionnel) 
A grouping used for classification, comprising similar kinds of work requiring similar skills. 


Operational requirements (Exigences opérationnelles) 
Current or future requirements to ensure the work to be performed can be completed. 
For operations that run 24 hours a day, shift work might be an example of an 


operational requirement. 
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Organizational needs (Besoins organisationnels) 

Current or future needs that are not essential to do the work but could enhance how the organization 
operates or fulfills its mandate. Organizational needs could include the consideration of employment 
equity designated group members. 


Representativeness (Représentativité) 

One of the guiding values of the Public Service Employment Act requiring that appointment processes 
be conducted without bias and without creating systemic barriers in order to help achieve a public 
service that reflects the Canadian population it serves. 


Staffing Management Accountability Framework (SMAF) (Cadre de responsabilisation en gestion 
de la dotation - CRGD) 

The SMAF sets out the PSC's expectations for a well-managed appointment system and the reporting 
requirements of deputy heads to the PSC. It serves as the basis for measuring key success factors and 
the achievement of results and appointment values. 


Sub-delegated manager (Gestionnaire subdélégué) 

A person to whom a deputy head has sub-delegated, in writing, the authority to exercise specific 
appointment and appointment-related authorities which have been delegated to the deputy head by 
the Pse: 


Transparency (Transparence) 
One of the guiding values of the Public Service Employment Act, requiring that information about 
strategies, decisions, policies and practices be communicated in an open and timely manner. 
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